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Abstract 
Nurturing of leaders within an organization has become an increasingly important phenomenon in the highly competitive 
global economy.  In a long-term, quasi-experimental study we explored whether the delivered leadership development 
program has any effect at the individual and organizational levels.  The in-house one-year leadership development program 
was conducted at the local company in Kazakhstan.  The sample included 44 regional mid-level managers of the company.  
To reveal an effect of the training program, we identified two different outcomes to discover leadership behaviors at the 
individual level and sales results at the organizational level.  We used a pretest-posttest control group design to reveal 
significant differences between trainees and non-trainees.  The results of the study confirm the effectiveness of the leadership 
development program.  Based on a statistical analysis, the t-test revealed statistically significant differences on behavioral 
scales, Vision, Support and Relentlessness.  Linear regression indicated that who were trained performed better in terms of 
sales outcomes than those who received no training.  Thus, the study supports both hypotheses and indicates clearly that the 
leadership development program has had an effect on two different outcomes of trainees compared to non-trainees and might 
be stipulated as an effective program. 
© 2014 The Authors. Published by Elsevier Ltd. 
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1. Introduction 
Experts affirm that leadership development is a powerful force for development of competitive advantage 
driving business impact (Conger, 1993; Connaughton et al., 2003; Fulmer, 1997; McCall, 1998; O’Leonard & 
Loew, 2012; Parry & Siha, 2005; Vanderslice, 2009; Vicere & Fulmer, 1998).  Nowadays, a leadership 
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development program is one of the most popular methods of developing managerial and leadership skills within 
an organization.  Organizations are committing to training and development to enhance their leadership potential 
(Conger & Benjamin, 1999).  Fulmer (1997:60) highlighted that many organizations are trying to make leaders 
“who are capable of helping the corporation shape a more positive future”.  A report by Bersin and Associates 
indicates that U.S. organizations increased investments in leadership development by 14 percent over 2011 
figures to an estimated $13.6 billion in 2012 (O'Leonard & Loew, 2012). 
Rapid changes have been occurring in the area of leadership development in order to seek ways to increase of 
its effectiveness.  Leadership development has exaggerated dramatically over the last decades.  Scholars highlight 
the issue to produce leadership development programs capable of training effective and dynamic leaders 
(Boyatzis & McKee, 2006; Fulmer, 1997; Chernyshev & Sarychev, 2012).  A company’s ultimate purpose in 
leadership development is to enhance leadership capacities in order to improve the operational effectiveness of a 
company as a whole.  Most leadership development programs are based on an assumption that improvements in 
individual leaders should lead to the improved performance of the organization.  Traditionally, outcomes of 
leadership development programs have focused on fostering individual characteristics and capacities with no 
links to organizational performance.  Among thousands of studies on the effectiveness of leadership development 
programs, only a few referred to organizational or financial outcomes, e.g., Barlin et al. (1996) and Ray & 
Goppelt (2011).  Collins (2002) concluded that leadership programs made changes; however, further research is 
needed. 
Regardless of growing spending on leadership development programs, experts delineate the lack of 
evaluations of the effectiveness of leadership development programs (Day, 2000; Sogunro, 1997).  Burke and 
Day in their meta-analysis concluded that the majority of organizations ignore the effect of training programs on 
job performance improving (cited in Collins, 2002).  Thus, the ‘hard’ organizational level is extremely important 
in terms of the evaluation of effectiveness.  Transfer to the organizational level, including financial outcomes, 
complicates this objective substantially.  In this context, the effectiveness of a leadership development program 
has become more complex and required strong methodology and appropriate methods. 
1.1. Purpose of Study 
The aim of the research study was to explore whether the leadership development program has any effect at 
the individual and organizational levels.  To reveal an effect of the training program, we tested behavioral and 
financial outcomes of trainees and non-trainees before and after the training program.  Behavioral leadership 
competencies of participants were referred to the individual level and their financial sales results were attributed 
to the organizational level.  We investigated how the leadership development program influenced six leadership 
competencies of trainees along with their sales results. 
The field study was conducted at the local company “Fortune Invest”, an agency of financial services, 
operating throughout Kazakhstan since 2001.  The company is the only agency in Kazakhstan distributing life 
insurance products of different life insurance companies.  The in-house one-year leadership development 
program was designed, delivered and evaluated by the author.  Participants were regional mid-level managers of 
the company, where the leadership development program was implemented.  We investigated the group of 
trainees (N = 22) as an experimental one comparing with a control group of non-trainees (N = 22). 
1.2. Research Questions 
The purpose of the study was to explore whether the delivered leadership development program has had any 
effect on the trainees and the company.  To reach the research purpose we articulated two research questions: 
Q1: Has the leadership development program had any effect on behavior outcomes of trainees comparing with 
non-trainees? 
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Q2: Has the leadership development program had a positive influence on financial outcomes of trainees 
compared to non-trainees? 
Based on the research questions, we have formulated two hypotheses: 
H1: The trainees had a significant difference in self-reported ratings on leadership competencies as an effect of 
the leadership development program compared to the non-trainees. 
H2: The trainees demonstrated increased sales results as an effect of the leadership development program 
compared to the non-trainees. 
 
2. Methodology 
In our study we tested a hypothesis of the causal relationships, considered training intervention as a potential 
cause and possible changes of behavioral and financial outcomes as an effect.  We applied quantitative research 
to our study to measure behavioral and financial outcomes and compare them between trainees and non-trainees 
to reveal a statistically significant difference as an effect of the training program.  To find out whether the 
leadership development program has had an effect, we used a pretest-posttest control-group design. 
2.1. Sample Design 
For this study, a sample was drawn from an agency of financial services operating at the national level since 
2001.  We identified regional managers as the sample due to their critical role in the operational effectiveness of 
an organization.  The regional managers were from various Kazakhstani regions where spin-off offices operate.  
The selection process, as one of the critical success factors of the program, included two criteria to become a 
trainee: (1) a candidate demonstrated no decrease in sales results in the previous year and (2) a candidate has a 
desire to study.  Finally, 28 candidates confirmed their participation.  However, only 22 of them passed the whole 
one-year leadership development program.  We formed a control group from regional managers of the same 
company who were not selected for participation, but agreed to be assessed as non-trainees on a voluntary basis 
(N = 30).  Finally, we have 22 participants of a control group who had both, pretest and posttest data. 
2.2. Research Outcomes & Procedures 
There were two different outcome variables: self-assessment of leadership competencies of managers, and 
annual sales results of managers.  Thus, if the leadership program was effective, trainees reflected changes in 
leadership competency scores and demonstrated an increase in sales results compared to non-trainees.  In turn, 
non-trainees indicated no changes in their behavior and no increased sales results. 
The research process was organized in accordance with the core principles of research ethics in a way that 
provided ethical and honest collection of reliable data and did not hurt any participants of the study.  The data 
was collected by the group method.  Privacy and confidentiality were issues of special importance to the 
researcher due to their access to confidential personal data on sales results of each participant. 
We gathered research data twice, before and after the training program.  For self-assessment, we asked 
participants to fill out the self-assessment questionnaire.  We obtained scores of six leadership competencies 
through the Leadership Steps Assessment developed by J. Clawson et al. (Clawson, 2013) as the main research 
tool to explore the individual level of participants.  The Leadership Steps Assessment, originally designed in 
English, was translated into Russian with official permission from the Durden School Foundation.  To analyze 
the performance outcomes of participants we used officially reported records on the annual sales results of each 
participant.  We conducted the pretest phase in February 2012 and the posttest phase one year later in February 
2013. All the collected data was computed and analyzed by statistical methods. 
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2.3. Data Analysis 
To achieve our research objectives, we made two steps of statistical analysis.  First, we used a descriptive 
statistic to describe samples and variables.  In terms of descriptive statistics, means and standard deviations were 
derived from the pretest and posttest measures of leadership competencies in the experimental and control 
groups.  The means and standard deviations were used as the primary statistical data to compute t-test statistics.  
Second, we used advanced statistics to investigate the effect of training intervention at the individual and 
organizational levels, using t-test and linear regression.  To test the first research hypothesis, comparing 
behavioral characteristics of participants, we conducted a t-test.  To test our second research hypothesis we 
employed linear regression. 
2.4. Leadership Training Intervention 
The design of in-house leadership development programs is fairly typical and targeted at building the 
leadership capacities of participants.  The main idea of the development programs is that participants will apply 
what they learn to their jobs in order to achieve greater performance outcomes.  A well-designed leadership 
development program requires step-by-step focused improvement over extended periods to reflect on and 
reconsider important findings (Conger & Benjamin, 1999; Spencer, 2011). 
In our study we defined the one-year residency leadership development program as a training intervention.  
The author, an external consultant with substantial experience working with management of private Kazakhstani 
companies, designed, customized and delivered this leadership development program.  We outlined three 
essential components, which we used for our leadership development program: (1) formal training, (2) action 
learning, and (3) networking.  These leadership interventions were identified as the most appropriate for reaching 
the learning goals and objectives we set for the training program (Collins, 2002; Collins & Holton, 2004; Conger, 
1993; Day, 2000, 2007; Palus & Drath, 1990, 1995; Pernick, 2001; Petrie, 2011; Snipes, 2006). 
The author developed and conducted formal training intervention structured around three interrelated modules: 
1) the role of a leader and leadership, including motivational practices, 2) self-awareness and self-reflection as a 
way to become a leader, and 3) effective communication and teamwork for leadership development.  The content 
of the three modules was aimed at building skills and capacities around the leadership competencies of LSA, 
which served as framework for the training program.  By the completion of the training program, each participant 
developed an individual action plan, “self-development journal”, highlighted his\her own key areas for 
improvements, which competencies they were in and how they should be developed. 
3. Results 
Descriptive statistics for six leadership scales at the pretest and posttest for the experimental and control 
groups are presented in Table 1, which shows that the pretest and posttest means for all six leadership scales of 
the experimental group were higher than those of the control group, reflecting differences between trainees and 
non-trainees before the leadership program was launched.  As for the experimental group, Table 1 indicates that 
the pretest score for the leadership scale Center (M = 38.95, SD = 2.72) was the highest, while the lowest mean 
was for the leadership scale Others (M = 36.14, SD = 3.85).  For the control group we see the highest pretest 
score for the scale Center as well (M = 37.2, SD = 3.8) while the lowest score was for the scale Vision (M = 33.1, 
SD = 5.47).  The posttest scores of the both groups were different also, however the highest posttest score of 
trainees was for the leadership scale Celebration (M = 37.82, SD = 3.5), and the lowest was for Vision (M = 
35.09, SD = 3.52).  The highest posttest score of non-trainees was for Center (M = 37, SD = 3.8), and the lowest 
was for Vision (M = 33.3, SD = 5.12). 
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Table 1. Descriptive Statistics 
 Experimental group Control group 
 Pre- Post- Pre- Post- 
Variables M SD M SD M SD M SD 
Center 38,95 2,72 37,68 3,24 37,20 3,80 37,00 3,80 
Vision 36,82 3,90 35,09 3,52 33,10 5,47 33,30 5,12 
Others 36,14 3,85 36,86 3,69 33,50 5,28 33,90 4,66 
Support 37,23 3,16 35,32 3,54 34,00 4,91 34,50 4,08 
Relentless 37,52 2,77 37,45 3,51 34,00 5,18 34,30 4,26 
Celebration 37,64 3,62 37,82 3,5 35,30 4,97 35,80 4,46 
 
3.1. Results of t-test 
Table 2 shows results of t-test of differences before and after the training program within each of two groups 
(dependent samples) and on pretest and posttest scores between two groups (independent samples). 
Table 2. Results of t-test 
 Experimental 
group 
Control group Pretest Posttest Student’s t 
Variables t-test (dependent samples) t-test (independent samples)  
Center 1,41 0,12 1,74 0,58 2,08 
Vision 1,54 0,11 2,51 1,31 2,08 
Others 0,63 0,24 1,85 2,31 2,08 
Support 1,89 0,33 2,50 0,69 2,08 
Relentless 0,07 0,16 2,71 2,64 2,08 
Celebration 0,17 0,37 1,76 1,62 2,08 
 
The independent t-test on pretest scores between two groups showed clearly that the experimental group was 
significantly different from control group before the training interventions.  The meaningful effects were gained 
for all six scales; pretest scores of trainees were significantly higher than from non-trainees (p < .05). 
Assessing of posttest ratings also revealed significant differences between the two groups, but on two 
leadership scales, the scale Others T (2,08) = 2,31, p < .025, and the scale Relentless T (2,52) = 2,64, p < .01.A t-
test for dependent samples revealed no differences between pretest and posttest results within the experimental 
group and the control group with a confidence interval of less than .05 (p < .05).  However, in the experimental 
group we highlighted an effect if the adopted confidence level was less than .10 (p < .10).  There was one 
leadership scale, Support T (1,72) = 1,89, p < .10, on which pretest and posttest scores were significantly 
different.  The posttest score on the Support scale of trainees was considerably lower compared to the pretest 
score.  There were no significant differences between pretest and posttest scores within the control group on all 
six leadership scales. 
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3.2. Results of Linear Regression 
To test the effect of the leadership development program on sales outcomes we used two models of regression 
analysis (Model 1 and Model 2).  Both models were intended to test whether the training program has had a 
positive effect on sales results.  The Model 1 investigated the impact of training for sales results exclusively, 
where training was an independent variable while sales results were a dependent variable.  In the Model 2 we 
added one more criterion to the independent variable—sales results for the previous period. 
The Model 1 was conducted to reveal the effect of training only.  Regression results of Model 1are seen in 
Table 3. 
Table 3. Results of Model 1, linear regression with one dummy variable 
Regression results       
Multiple R 0,34      
R-Square 0,12      
Adjusted R-Square 0,09      
Std. error of estimate 3511,83      
Observations 44      
Analysis of variance       
 df SS MS F-statistic F-significance  
Regression 1 67604139,74 67604139,74 5,48 0,02  
Residual 42 517982609,63 12332919,28    
Total 43 585586749,37     
 Coefficients Standard error t-statistic p Low 95% High 95% 
Y-intercept 1954,43 748,72 2,61 0,01 443,44 3465,41 
X1 2479,08 1058,86 2,34 0,02 342,22 4615,94 
 
Description of the Model 1 was the following: 
11&% 8 c + et 
Y = Sales outcomes (a dependent variable) 
1&  – a qualitative variable, 1 – if training, 0 – if no training (an independent variable), 
c = a constant, 
1% = a regression coefficient, 
et = error term 
 
The analysis of variance estimates the accuracy of the Model 1 in terms of F-statistic (p<.05), where F-
significance (.02) <.05 means that Model 1 is significant.  Also we tested p-value for coefficients Y-intercept 
(.01) and 1& (.02), which were less than <.05, so these factors are statistically significant.  The coefficient 
1% (2479.08), the positive value different from 0, is statistically significant for Model 1.  We tested t-statistic for 
Y-intercept t (2.61) and for 1&  t (2.34), both were higher than the t-critical (2.08) meaning that they are 
statistically significant with a confidence level less than .05 (p<.05.).  As a result, the leadership development 
program has had a verified effect over sales results of trainees.  Our hypothesis was proved with a confidence 
level of less than .05, p <.05.  However, this relationship is not explained solely by training. 
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As we proved in Model 1, the higher sales results of trainees could not be explained solely by training.  To 
explore more in-depth we conducted Model 2, multiple regression analysis, where we added one more 
independent variable to the training independent variable.  Model 2 was conducted to analyze the effect of 
training along with the previous sales results.  Regression Results of Model 2 are seen in the Table 4. 
Table 4. Results of Model 2, multiple linear regression 
Regression results       
Multiple R 0,99      
R-Square 0,98      
Adjusted R-Square 0,98      
Std. error of estimate 540,74      
Observations 44      
Analysis of variance       
 df SS MS F-statistic F-significance  
Regression 2 573598191,96 286799095,98 980,83 0,00  
Residual 41 11988557,40 292403,84    
Total 43 585586749,37     
 Coefficients Standard error t-statistic p Low 95% High 95% 
Y-intercept -349,31 127,90 -2,73 0,01 -607,61 -91,02 
X1 0,98 0,02 41,60 0,00 0,94 1,03 
X2 879,02 167,52 5,25 0,00 540,71 1217,32 
 
The description of Model 2 is the following: 
11&% 8 c + 22&% + et 
Where Y = Sales outcomes (a dependable variable), 1&  = Sales results for the previous year before the 
training (the independent variable), 2& =a qualitative variable, 1 = if training, 0 = if no training (the independent 
variables) 
c = a constant, 
1% and 2% = regression coefficients, 
et = error term 
The analysis of variance estimated the high accuracy of Model 2 in terms of F-statistic, where F-significance 
(.00) < .05.  The p-value for Y-intercept (.01) and 1&  (.00) are statistically significant.  The high R^2 = 0.98 
(close to 1.0) demonstrated almost all of the variability with the variables 1&  and 2& .  The coefficients 
1% (0.98) and 2% (879.02) are statistically significant, meant that both independent variables 1& and 2&  have 
had an effect on the dependent variable with a confidence interval of less than .05 (p <.05).  In this Model 2 the 
high value of the multiple R ( .99) and R^2 ( .98) indicated that training and sales results for the past period 
significantly influenced the sales outcomes after training, explained 98% of the variance in sales outcomes of 
trainees.  We tested t-statistic for Y-intercept t (-2.73), for 1&  t (41.6), and for 2&  t (5.25), all three are higher 
than the t-critical (2.02), so they are statistically significant with a confidence level of less than .05 (p<.05). 
Thus, we supported the hypothesis that the leadership development program has had a positive effect on the 
sales results of trainees.  Both of the Models demonstrated that the leadership program has had an effect on sales 
outcomes, because the sales outcomes of those who were trained were higher on average than those who had not 
been trained.  Furthermore, introduction of the additional independent variable clearly showed the strong 
correlation between independent and dependent variables. 
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4. Discussion and conclusions 
The results of the study confirm the effectiveness of the leadership development program.  Based on a pretest-
posttest control group design, the t-test revealed statistically significant differences on behavioral scales, Vision, 
Support and Relentlessness, and indicated that trainees assessed by themselves scored substantially higher than 
non-trainees from the control group.  Moreover, the leadership program applied the positive effect on the sales 
outcomes of trainees compared to non-trainees.  Linear regression proved that those who were trained performed 
better in terms of sales outcomes than those who received no training.  Thus, the study supports both hypotheses 
and indicates clearly that the leadership development program has had an effect on two different outcomes of 
trainees compared to non-trainees and might be stipulated as an effective program. 
4.1. Research Questions 
The first research question was aimed at exploring whether the training program has had an effect on 
behavioral outcomes at the individual level.  The t-test for independent samples allowed us to compare trainees 
and non-trainees before and after the training program to investigate whether there was any difference between 
them.  As for pretest scores, means of trainees for six LSA scales before the training were higher than means of 
non-trainees, which reflected dissimilarities between the two groups.  The calculated t-criteria revealed 
significant differences on three LSA scales, Vision, Support, and Relentlessness (p < .05). 
As for posttest scores, we compared them between two groups to expose the impact of the training program.  
We found out that trainees demonstrated substantially higher scores on two LSA leadership scales, Others and 
Relentlessness (p < .05) than non-trainees. 
Paradoxically, all posttest means of trainees were lower (expect one scale, Celebration) than their initial self-
reported scores.  In other words, trainees demonstrated decreasing of their scores as a result of training.  We 
assumed that the leadership program raised the self-awareness and self-reflection of participants, which 
influenced their self-esteem. 
The t-test for dependent samples within the experimental group showed no significant changes using a level of 
significance less than .05.  However, using a level of significance less than .10 allowed us to highlight the effect 
of the training on the leadership scale “Support” (Supporting other that they can contribute). 
The second research question was aimed at exploring whether the leadership development program has had a 
positive influence on the sales outcomes of trainees compared to non-trainees.  Using linear regression, we 
proved that the leadership development program has had an evidenced effect on sales results.  Therefore, we 
evidenced that the leadership development program has had a positive effect on the sales results of trainees, 
because the sales outcomes of those who were trained were higher on average than those who had not been 
trained. 
4.2. Limitations of the Study 
We identified several limitations of the study.  First, we evaluated this particular leadership program, which is 
difficult to reproduce in its original form because its author's design is based on blended leadership interventions.  
Second, the study of behavioral outcomes was limited by six leadership competencies in accordance with the 
LSA model.  However, the full range of effects at the individual level might be wider than we supposed, which 
will require further research.  Third, we collected only self-reported data on behavioral outcomes.  The self-
reported method has limitations in terms of self-awareness and biases of participants.  Fourth, we obtained both 
samples from within a single company, which limited the validity and generalizability of the study.  Fifth, we 
retrieved all the leadership interventions, which were not specially customized for the local context, from the 
Western experience. 
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4.3. Implications for Further Research and Practice 
This research is one of the first studies on the effectiveness of a leadership development program in 
Kazakhstan, what makes it valuable for further exploration of leadership development within the domestic 
content.  Globally, the findings of this study will help leadership experts and scholars to go further in exploring 
the outcomes of leadership programs, especially at the organizational level. 
A noticeable strength of this research study is an analysis of two kinds of outcomes in one study.  This study 
uniquely blends the exploration of outcomes at the different levels, the individual and organizational levels.  Our 
study stimulates further research in understanding how a leadership development program can influence different 
outcomes, particularly, the ‘hard’ outcomes.  The study also clarifies the role of long-term research. 
We recommend for future research that the number of explored outcomes at different levels is increased.  In 
addition, future research in different types of organizations will provide more possibilities to generalize the 
findings beyond this particular sector/type of the organization.  Another area for reserch is the importance of the 
effective implementation of a leadership program, concentrated on content and methods of interventions to 
enhance its effectiveness.  Measurement is a renewed trend in leadership development which requires new forms 
and methods of evaluations. 
In conclusion, the research sought to prove that the specially designed leadership development program has 
had a significant effect on managers who were trained and has brought tangible changes at the organizational 
level.  The results of the study will assist researchers and practitioners in going in-depth in searching for the 
essence of a leadership development program, in particular, the evaluation of outcomes at the organizational 
level.  Using the insights of the research allow companies to reinvent their approach to leadership development to 
enhance its outcomes because the study outlines the opportunities required for leadership development initiatives. 
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